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ABSTRACT
The Management, Administrative Profile System (MAPS)

was developed to permit assessment of a college on three levels. The
detailed discussion of each level is preceded by a general process
model which identifies the specific instrumentation, available
options, and the major action steps associated with a particular
level of assessment. Level "A" reveals to management and/or
administration the degree to which individuals, departments, or the
college as a whole are involved in any particular program; it also
embraces cost analysis. Level nP" has been designed to show the
degree to which management, administration, faculty, and staff agree
on work objectives and implementation. Level "C" is designed to guide
the data gathering efforts of MAPS' users and enhance the application
of systems analysis. The primary intent of MAPS is to provide timely,
accurate information in sufficient quantity to enable appropriate
action. It is primarily a descriptive rather than a prescriptive
system. This document describes the program and guides
implementation. Illustrations and instrumentation of the model are
appended. (Author/MJK)
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1. INTRODUCTION

The developed Management, Administrative Profile System

permits the realistic assessment of three levels of abstrac-

tion. The detailed discussion of each level is preceded by a

general process model which identifies the specific instrumen-

tation, available options, and the irajor action steps

associated with a particular level of assessment.

The primary intent of the Management, Administrative

Profile System (MAPS) is to p:ovide designated managers and

administrators with timely, accurate information, in suffi-

cient quantity to enable them to take appropriate problem-

oriented action.

The MAPS is not a panacea. Rather, it is a systematic

process for highlighting the strengths and weaknesses of

institutions in a manner calculated to minimize individual

threat. It is pr.:marly a descriptive, as opposed to prescrip-

tive, system. The manner in which RAPS is implemented is

directly proportional to its value as a descriptive tool.

At this juncture it might well serve our purposes to de-

fine "level" of assessment as employed in this monograph. The

term refers to broad categories of information which describe

particular segments of the college. When these categories are

brought together through analysis they form a complete manage-

ment or administrative profile of the college, program, sub-

program, or element. The term has no relationship to the

institution's organizational hierarchy or to the degree of

difficulty associated with implementation. In addition, desi.n

considerations dictate flexibility; hence, the developed levels
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of applications afford the president alternatives. For

instance, a problem dealing with costs would indicate a Level

"A" assessment; or a suspected communications breakdown would

indicate Level "8"; or consistent procedural errors might indi-

cate Level "C". A problem of greater magnitude--such as col-

lective bargaining--might indicate the preparation of a complete

profile depicting work-loads, productivity levels, etc. Then

the particular problems and the president's desires dictate

how much or all of the Management, Administrative Profile

System is used at any one time.

A. The Level "A" Assessment

The purpose of this assessment is to reveal to

management and/or administration the degree to which

individuals, departments, or the college, as a whole,

is involved in the program areas adopted by the

Florida State Department of Education. In addition,

the using college will be able to ascertain relative

costs pursuant to the degree of participation.

The scope of cost-coverage embraced by Level "A"

entails much more than instructional costs, which to

a great degree are currently available, as it permits

the highlighting cf those cost factors associated

with report preparation (ADP or non-ADP), specific

maintenance activities, formal and informal counsel-

ing, committee actions, and various clerical activi-

ties.

The execution of a Level "A" Assessment enhances

the college's aLility to respond to questions, such
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as: Tilat does he do besiues teach "X" number of classes:

What does that report cost? How many people/hours are

wa devoting to that program/sub-programs/element? How

much are we spending for the filing and retrieving of

papersidoclments/reports? What is our productivity index

for course/ciapartment/major area/degree in cmparison

with Ithers? (Then: questions are intended to be

ind_cative rather than inclusive).

B. The Level "B" Assessment

The instrumentation for executing this assessment

procedure has been designed to reveal the degree to

which management, administration, faculty, and staff are

in agreement. The focus is on the manner in which the

institution determines the work that should be done,

the adequacy of the organizational pattern to accom-

plish the work, the adequacy and processes for financing

the work, and what decisions are made by whom to complete

the work.

C. The Level "C" Assessment

The instrumentation associated with Level "C" has

been designed to gLide the data gathering efforts of

MAPS's users and cnhance the application of systems

analysis.

Figure 1-1 depicts one model of how the seven

rncdules generated by the Need: Assessment Project could

be integrated to guide management action on a continuing

basis.
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2. PROGRAM

A. Management and Tie Assessment Problem

1) The Management Cycle

Both the requirement for needs assessment and

the process characterizing it are receiving in-

creased attention across the nation, with state

and federal legislation for funding providing a

good deal of the initial impetus.

Numerous approaches have been utilized to

determine educational needs, ranging from infor-

mal questioning of faculty and personnel as to

what they think the needs are through development

of formal questionnaires aimed at the institution's

total constituency, and/or the gathering of emperi-

cal student performance data.

The identification of needs is basically a

discrepancy analysis that facilitates management's

ability to accurately describe the two polar posi-

tions of

Where are we now?

Where should we be?

and thus specifies the measurable distance between

the poles. It is crucial to the success of action

designs that the data describing these poles be as

valid and representative as possible.

The sp..2cification of action designed to move an

organization toward zero discrepancy is more

commonly referred to as the planning process. This
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process demands top-level management involvement

because the output, or product, will produce the

goals, priorities, and objectives (GPO's) which, if

achieved, will yield zero discrepancy.

Planning, within the context of this monograph,

does not include the identification and sequencing

of specific work activities necessary to the a4!-

complishment of any particular GPO. Rather, it in-

volves managerial action that directs at least the

following take place:

Collection of relevant and timely data;

Consolidation and display of collected data in

a manner conducive to managerial decision-

making;

Coucensus, to the extent possible, that the

developed position statements accurately

address the question of "where are we now?";

Matching of developed planning scenarios

(information consolidated from various publics

describing "where should we be?") with current

position statements;

Analysis and written description of any dis-

crepancy, or gap, between what is and what

should be;

Identification of alternative sets of GPO's

which will permit the achievement of zero dis-

crepancy;

Identification of all controls and constraints



(social, economic, legal, political, technolog-

ical, and envirormental) that impact each set of

GPO's; and

Selection of the most appropriate set of GPO's.

Of the eight steps identified, the essence of

management planning is embodied in the last step and

therefore, is the only one that should not be dele-

gated.

Needless to say, the degree of success experi-

enced by social institutions in executing the afore-

mentioned eight steps has been contingent upon many

variables.

It is precisely these situational variables that

create problems for management practitioners in the

accomplishment of management (as opposed to adminis-

trative) responsibilities. These management respon-

sibilities are defined as:

Assessment. For purposes of clarity, this

responsibility will be divided into two parts;

internal and external:

a. Internal assessment focuses on the collection,

aggregation, and reporting cf information uso-

ful to management in determining "what is being

done", "is it legal", "what does it cost", "how

many people are involved", "who is available

for special assignment."

b. External assessment focuses on students, the

community (to include faculty and staff),

't)



businesses, etc., that can serve as effective

information inputs to the college for pur-

poses of better defining the college's service

role. Basically, internal assessment deals

with resources; how they are being consumed

and the pinpointing of surpluses. External

assessment keeps management informed as to

the changing needs of the community. Together

they are indicators of what needs to be done

and what management has at it's disposal to

accomplish the job;

Planning. The selection from available alterna-

tives of the most appropriate set of goals,

priorities, and objectives given particular social,

economic, legal, political, technological, and

environmental impacts

Policy Development. The formal pinpointing of

accountability and the establishment of a work

environment conductive to achievement;

Communication. In addition to the normal defi-

nition ascribed to this term (e.g., bi-directional

continuous flow of informaf:ion), the requirement

for identifying the most practical method of en-

suring new or modified policy statements are, in

fact, brought to the attention of governed person-

nel. This forces management consideration of

impact, time-frames, and depending upon the magni-

tude, selection of the most appropriate training



or orientation vehicle. The bi-directional

characteristic also includes various actions by

management, e.g., review and approval of lower-

level action plans, review and approval of

budgets, requests for exception, etc.

Evaluation. Management has determined what

should be accomplished in terms of broad GPO's;

created a legal framework for change; communi-

cated the reasons for change; and elicited

cooperation through orientation/training ses-

sions and involved operations-level people in

the identification, sequencing, and budgeting

of work activities for which they are account-

able. Evaluation, then becomes merely a matter

of determining the degree to which operations-

level people achieved what was required.

The above responsibilities are cyclical in

nature and can never be considered as final actions.

Each cycle completion will result in the expansion

of management's experience-base and, therefore,

their individual and collective abilities to tailor

the referenced generic management responsibilities

to their management style and institutional climate.

In any organization, formal, informal, quasi-

governmental or other, it is management's mandate co

bring to fruition those major intended consequences

that it has identified for itself. To this end,

management must ensure that the organizational



structure is capable cf responding to dynamic needs

of the serviced clientele. Additionally, the per-

ception of management, administration, faculty and

staff as to what is required (GPO's) must be

brought into congruenz...e.

Basically, the need for management of adminis-

trative (distinct from management in that adminis-

tration focuses on the day-to-day operational

problems of programming, budgeting, organizing,

staffing, controlling, accounting, and reporting)

action is contingent upon the degree to which a

determination can be made as to what is going on

now and matching this against what should be taking

place. The gap, if any, indicates the kind and

amount of action needed7-in effect, this is the

matching of promises with actual (as distinct from

perceived) performance.

The problem, to this point in time has been the

availability of suitable instrumentation for deter-

mining precisely what is going on!

2) Some Methods for Determining Management Needs

The tool most generally employed to determine

the level of performance has been a statement, pre-

ferably written, which describes the conditions

which will exist when the job or objective, is being

discharged properly. Every objective has a standard.

However, this standard is very often only in tilt..

subordinate's head. Lucky are those subordinates



who have at least been told what the current standard

is. Extremely fortunate are those who actually have

been given a copy of the objective. Where no written

objectives and standards of performance exist there

may be, in fact, conflicting objectives: the one

the superordinate perceived and thus thinks is being

pursued; and the one the subordinate perceived and is

actually pursuing. Needless to say, these "objec-

tives" may not be the same.

Practitioner's have developed many methods of

determining the need for management or administra-

tive action. Each has its strengths, each its

weaknesses; each can be tailored to meet a specific

situation; and each may be used singly or in combina-

tion. An in-depth discusssion of these methods is

beyond the scope of this monograph; however, it was

felt that those methods having the greatest transfer

value to the Management, Administrative Profile

System would add background and clarity to later

discussions. For this reason the following tradi-

tional methods for determining management or

administrative action are presented.

Analysis of an Activity (Process, Job, Operation).

One way to increase productivity is to keep to a

minimum the number of steps which must be taken

to produce a product or service, then make sure

each step is executed with the least amount of

required resources. The procedure is relatively



straightforward: gather the data, analyze the

data, develop options for accomplishment of the

activity, and select the one that best addresses

the constraints of time, cost, performance, and

reliability, identify new or modified skills and

knowledge, and design or contract for skills and

knowledge training.

Analysis of Problems. Clues to trigger manage-

ment or administrative action can come from an

operating problem. The problem may have emerged

in part because an individual or a group did not

know enough, did not have enough skill or did

not have the necessary training (as mentioned

earlier as the supervisors standard and the subor-

dinates standard) to successfully handle the problem.

Analysis of Behavior. Clues to needed action

can also come from an analysis of atypical be-

havior by individuals or groups. Chronic

absence, spoilage of work, carelessness, acci-

dents, irritability, contentiousness, resistance

to direction, resentment toward instructions/

authority, etc., are symptons of conditions

which may call for corrective action. A mana-

ger, for instance, may need to be a better

planner or communicator.

Analysis of an Organization. Poor organization

can affect individual and group performance.

(Failure to meet goals, confused planning,
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sloppy delegating, weak discipline, capricious

revkirding, unclear goals, absence of written

standards of performance, favoritism, uneven

work lock, etc., can lead to low morale and

marginal organizational performance. The pre-

sence of these or other weaknesses can produce

some of the patterns of individual and group

behavior listed above. An analysis of these

weaknesses can produce indications for

management/administrative action.

Interviews. A management/administrator may

"feel" action of a specific nature is needed

in a particular organizational unit. To sub-

stantuate this feeling he needs information.

He arranges a formal meeting with appropriate

individuals and through the utilization of

previously prepared interview forms he gathers

the necessary data for analysis. Other types

of interviews (employment, transfer, promotion,

etc.) can be utilized in an organization set-

ting. One which is extremely helpful is the

exit interview. During this "last talk", a

person leaving the organization is in a position

to suggest how things could be better. Some of

these things may point directly to policy

changes, organizational cl-.angcs, etc.

Research. Most institutions conduct some type

of research as part of their on-going activities.
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Results may produce new policies, procedures,

techniques, or organizational structures. As

these new assets or strategies are phased into

the organization's planning, implications for

training and development emerge. The management

practitioner, as one of the planning group, re-

cognizes these implications and begins appro-

priate action.

Self-analysis. Most people constantly evaluate

themselves. They want to do their best. They

set high standards for themselves. They are

critical of their performance against these

standards. They "know" what they need in the

way of additional resources, knowledge, skill,

or insight. Given an opportunity to express

these thoughts, as through an organizational

program of formal periodic self-appraisal for

growth purposes, they give direct clues to

organizational climate and employee satisfac-

tion. Where a number of individuals have this

opportunity, a summary of their statements can

reveal organizational needs.

Surveys. Surveys can be u'ied to take inventory

of operations, advanced planning, etc. Like

studies, surveys can be delimited to a part of

the organization, or can be organization-wide.

They can be focused on a single activity, or

beamed at a function or program. Like studies,

13



they are mounted only after a felt need exists

for the information they will produce. Surveys,

as a rule are costly to implement. Part of the

findings of a survey can identify college needs.

Surveys often are one step in a study sequence.

The foregoing gives some indication as to the

magnitude of the assessment problem. Everyone seems

to agree that it would be done; however, what

method should be used? If not one method, what con-

stitutes the best mix? These questions, as well as

many others, must be resolved by management based

on their individual and collective experience-bases

and intuitive judgment. We have not even touched on

the multiple problems associated with displaying,

analyzing, and initiating action as a result of

employing one or more of the identified "finding

out" methods.

Thus management's attempts at achieving zero

discrepancy have been hamstrung by the lack of

precise instrumentatA.on and procedures that would

ensure a timely, accurate flow of information in

sufficient quantity to enhance the decision-making

process. Ideally, this instrumentation would:

Permit the gathering of designated data

throughout the institution from a single

department (e.g., budgeting, travel, pur-

chasing, or personnel), or from a par-

ticular level of administration (e.g.,



vice president, deans, etc.);

Facilitate the consolidation of collected data

for purposes of conversion to meaningful, single-

page, decision-oriented information;

Facilitate the analysis process by highlighting

specific needs of problem areas;

Facilitate the analysis process by showing all

"points of impact" associated with the identi-

fied need or problem;

Facilitate the analysis process through identi-

fication of influencing controls, constraints,

overlaps (duplication) of authority, accountabil-

ity, and/or products;

Facilitate the analysis process by pinpointing

major ..ost factors associated with the genera-

tion of institutional programs--instruction,

data processing, maintenance, administration,

etc.;

Facilitate the analysis process by assisting in

the development of options for meeting the iden-

tified needs or problems;

Facilitate "full disclosure" presentation of

options for management selection; and

Facilitate administrative control over the

selected solution's design, development, imple-

mentation, and evaluation stages.

As the above characteristics of "ideal instru-

mentation" indicate, the management responsibilities

:.)
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of assessment and planning are a great deal more

complax than merely selecting a "finding out" tool.

In summary this chapter has addressed the pro-

blems of determining what action is required of the

management or adoinistrative teams and, in so doing,

has discussed eight c,f the conventional methods

employed bl) practitioner=. Additionally, the com-

plecity of the assessment problem was highlighted

and the characteristics of "ideal instrumentation"

were identified.

Throughout this chapter the guiding philosophy

has :men that management practitioners must avail

themselves of the best possible diagnostic tools.

As in medicine, the specific disearle must be iden-

tified before effective treatment can begin. In a

management context, progress can only be made by

first determining your exact position relevant to

any constituency group, policy, process, or product

and then comparing this position with where you

thought you were or where you must strive to be.

Therein lies the basic problem--the precise answer

to the question: "where are w2 now?"

The conventiinal approaches to the assessment

problem all have a common shortcoming. They all

assume the practitioner has a broad experience

base. He supposedly has the requisite s%ills to

select the most appropriate technique for assess-

ment, design the necessary data gathering

16



instruments, analyze the results of data collection,

isolate the problem, and recommend or implement a

practical solution.

It has been the explicit intention of this chap-

ter to develop the assessment problem as the single

most important responsibility of the management

team for it is only through an effective assess-

ment process that management and the administration

can move from decision-making predicated on one crises

crises after another to a planned, programmed, and

budgeted work environment conducive to goal-

congruence.

B. Systems Approach and the Assessment Problem: An Overview

System is defined in the dictionary as "an assem-

blage of objects united by some form of regular inter-

action or interdependence; an organic or organized whole;

as the solar system."

The dictionary definition is a good introduction to

a discussion of systems. However, it is not a sufficient

explanation of the rather special meaning of the term

as it is used in this report. Although this special

meaning is not in conflict with common usage, it is

nevertheless different and rather specific.

The special meaning of the term systems and such

related terms as systems concept, systems approach, and

systems analysis emerged during and after World War II

as a result of research and development in problem solv-

ing, efficiency analysis, and, most significantly, the

iy
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development of complex man- machine systems (the computer,

military weapons systems. etc.). The prime lesson

learned during these research and development activities

was that the specific mission or purpose of a planned

system must be identified prior to the assignment of

development of the component parts. Henry Ford was the

fitst to recognize the process as being systems analysis.

It is the system as a whole, and not its parts separately,

that must be planned, designed, developed, installed,

and managed. What is of paramount significance is not

how the fldividual components function separately, but

the way they interact and are integrated into the system

for the purpose of achieving the goal of the system.

(In Ford's case, the Model T).

Generalizing from the above, systems can be defined

as deliberately designed synthetic organisms, comprised

of interrelated and interacting components which are

employed to function in an integrated fashion to attain

predetermined purposes.

Systems surround us everywhere. The United States

Office of Education views the sum total of all educa-

tional effort o' all the fifty states as comprising the

National Educational System. The State Department of

Education, State of Florida, has a somewhat more re-

stricted view in that its primary concern is the

Florida Educational System. Valencia devotes energies to

the maintenance of a physically smaller, but functional-

ly identical, system--the Valencia Community College.

18



Each of the deans devote energies to the maintenance of

even smaller but, again, functionally identical system.

One instructor and a group of stuuents engaged in

teaching-learning interaction for the purpose of achiev-

ing some goal constitutes a system.

Thus we see that systems analysis or the systems

approach, at least from the standpoint of the instruc-

tor, is not really new. He has always formally (written)

or informally (intuitively) identified goals and sched-

uled activities so that the students achieved profes-

sional growth.

From the definition and the above example, then

cannot each one of us cite some occasion that we have

performed systems analysis? As with most "new",

"innovative" techniques, once we penetrate the veneer

of esoteric labels, it is not really that new. We just

could not understand the jargon!

It is not intended to oversimplify an extremely

valuable tool in the manager's arsenal of assessment

techniques, nor imply that everyone is an accomplished

systems analyst. However, it is hoped that sonic mis-

understandings about the systems approach being merely

a fad have been dispelled.

There are thrce main aspects to any system-- purpose,

process, and content. The first aspect is that systcnu

have purpose. Systems are constructed from parts or

components, and the sum of these is the content of the

system. The content of a system is organized for the

19



accomplishment of a specific purpose. The operations

and functions in which components are engaged in order

to accomplish the purpose of the system add up to the

process of the system.

Systems thus have purpose, process, and content.

The sequence of purpose, process, and content is impor-

tant because it implies priorities. Systems can be

identified by their purpose. Purpose tells us what has

to be done; it determines the processes that have to

be undertaken. The content, the parts that comprise

the system, is selected for ability to accomplish the

processes required in order to achieve the purpose of

the system.

If a system is to maintain itself, and thus persist

in time, it is essential that it ensure the adequacy

of its output (accountability). In order to ensure

such adequacy, the system has to provide for a continu-

ous external assessment of its output and provide for

feedback of the results of this assessment back into

the system. This so- called "feedback" provides the

basis for the system to adjust to the dynamic, and

sometimes hostile, environment within which the system

operates.

There is also a second way in which a system must

be able to adjust to its environment. The environment

imposes various constraint:. and controlslegal,

financial, political, and social. The current litera-

ture provides excellent examples. There are demands



from various publics that the educational process -ze

changed to accommodate performance contracting, account-

ability, more equitable distribution of finances,

individualized instruction, increasing faculty militancy,

collective bargaining, etc.

Third, a system must be sensitive to the dynamic

needs and purposes of its environment (the City of

Orlando, Orange County, the State of Florida, the Nation,

and the various publics comprising these entities).

The larger purpose(s) of the environment influences and

ultimately determines the 1.urpose of its (the environ-

ment's) component systems. Thus, Valencia Community

College must continuously assess these larger purposes

and stand ready to adjust or defend its purpose, pro-

cess, and content.

Banathy provides us with a comprehensive definition

of systems. He says:

Systems are assemblages of parts that are
designed and built by man into organized
wholes for the attainment of specific
purposes. The purpose of a system is
realized through processes in which
interacting components of the system emerge
in order to produce a predetermined output.
Purpose determines the process required,
and the process will imply the kinds of
components that will make up the system.
A system receives its purpose, its input,
its resources, and its constraints from
its environment. In order to maintain
itself, a system has to produce an output
which satisfies the environment.

With Banathy's assistance, it is now possible to

formulate an approach to s:istematically and continuously

focus attention on the complex problems associated with



assessment, planning, policy development, communication,

and evaluation. We can think in terms of identified

purposes for the Valencia Community College System as a

whole, or in terms of one academic year, one discipline

area or even one class session, one report (automated

or manually prepared), or... any desired activity that

may cut across the entire college. We can pose ques-

tions, such as, "What exactly is the purpose of the

expenditure of "X" amount of scarce resources (time

and money)?"; "Who is involved and to what degree?";

"Is the expenditure legal in terms of legislation and/

or policy?"

Certainly before we can discuss cost factors,

personnel, time-frames, legality, etc., we should give

considerable thought and energy to precisely defining

what it is we are about. In print, the previous state-

ment seems so elementary that one might wonder why

space was afforded. The reader can provide his own

answer by answering this question: Can you identify

the precise purpose of your program or function area

(as defined by the Florida PPBS Guidelines) in terms

of how it contributes to the accomplishment of the

Valencia Community College System's purpose(s).

Now we get to the heart of the systems approach.

It is not sufficient to simply identify parpose,

process, and content--these system aspects are con-

stantly interacting and, in theory at least, channelled

toward the same end. From real-life experiences however,
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we realize that all "systems" (organizations, institu-

tions, governments, and military establishments) are

comprised of dysfunctional as well as functional ele-

ments. The systems approach is merely one technique

that facilitates internal assessment and forces think-

ing about how the elements comprising one of the major

aspects impact on and interact with all other elements.

In short, the systems approach enables management to

isolate dysfunctional elements, modify or eliminate

them and observe new impacts through graphic represen-

tatives as opposed to costly operational observations.

Once the conflict of purposes has been resolved,

all programs, sub-programs, elements, and interim

products can be explained and classified as to sup-

portive or non-supportive contribution and we can

proceed in the same analytical frame to ensure both

process and content, to include their elements, and to

be positive in their contribution to Valencia's goals

(purpose).

C. Systems Approach--Practical Applications for Valencia

The word "practical" points mainly to something of

proven effectiveness. It focuses on what can be

produced, created, built, or put into effect and eli-

minates notions of mere occurrence of likelihood.

In the previous chapter the systems approach was

demonstrated to have proven effectiveness-- after all,

educators have been using the basic technique since

Socrates and Plato--and it can be put into effect at

. .)
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Valencia to develop meaningful and flexible management/

administration guides. Meaningful in the sense that

they will convey a longitudinal view of purpose, process,

and content. Flexible in the sense that the manager/

administrator is still free to exploit targets of op-

portunity, or adjust to dynamic environmental forces.

If something is to be put into effect there must

exist a rationale and a plan of action. This chapter

will develop the rationale and a skeleton plan. It is

felt that the Valencia Management Team must be involved

to a depth that ensures their identification and sal.-

port. Addressing these key areas, then, this chapter

has been organized for discussion of the following

topics: Rationale; Toward Goal Congruence; Organiza-

tional Structure; and the MAPS as a Change Agent.

1) Rationale

Why should Valencia Community College move

from traditional methods of needs assessment

(internal or external) to a process that appears

to be more time-consuming, complicated, and on

the surface, at least, seems to offer the same

end-result only in a different format?

The ultimate answer, of course, rests with the

management of Valencia Community College. But the

following advantages seem to dictate adoption of

the systems approach as manifested in the developed

Management/Administrative Profile System (MAPS):

Operationally tested instrumentation which



is fully compatible with Florida's Program

Budgeting System (FPBS);

Data collection, data display, and data analy-

sis instrumentation and procedures to enable

smooth transition to Florida's PBS;

Ability to pinpoint decision-centers, bottle-

necks, voids, overlapping authority, and the

degree to which actual practive matches legis-

lative or policy intent; and the

Ability to instantly identify the cost factors

associated with a particular activity or group

of activities forming a program (this goes

beyond instruction costs as it also embraces

data processing, maintenance, clerical assis-

tance, and administrative support).

The recommended MAP System, in concert with the

adopted FPBS, provides Valencia Community College

with an opportnnity to operationalize a management

and administrative climate conducive to the devel-

opment of an esprit de corps second to none.

2) Technical Overview.

The systems approach has been defined as,

"common sense by design." However, there exists a

great deal of confusion because of the technical

jargon explosion--systems adjustment, systems

view, systems approach, systems analysis, systems

design, systems development, ad infinitum.

This chapter will attempt to break down the
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artificial jargon barrier by showing how these

commonly employed terms interface, one to the other,

and thus permit a return to the more practical

definition of "common sense by design".

System Adjustment. In Valencia's case, the

colmunities of Orlando and Orange County, the State

of Florida, and to a degree the Federal Government

evaluates (formally or informally) Valencia's pro-

ducts (student services, reports, etc.). On the

basis of the recipients perception regarding the

standards of performance expected of a product,

acceptance or rejection of that product occurs.

These are the extremes of the performance scale

and generally are not achieved within the full

context of their meaning. The range between these

poles can be as large tir small as the user

(Valencia) desires. A procedure is required that

enablet the user to sample and ascertain the

degree of acceptance or rejection on a continuous

basis which, in effect, becomes an "early warning

system". This process is more accurately referred

to as "feedback" and, as indicated, the result can

be negative or positive.

Feedback, however, is not system adjustment.

It is the enabling information base that should

trigger management or administrative action. The

action that is taken will result in some adjustment

in purpose, process, or content. In come cases



"action" takes the form of a decision to gather

more information concerning some facet of the feed-

back--but someone, somewhere must adjust to this

change in the normal process.

Systems view. A special way of vieurilv4 things

that requires the search for specific purposes of

the entity under study; the identification of

structure and relationsIL.ps; the examination of

methods of maximizing the interaction of the parts;

and the highlighting of those parts or processes

that are non-contributing (passive) or contributing

in a negative manner.

The systems view calls for some fundamental

changes in the way studies are organized and con-

ducted. The traditional approach to inquiry

normally begins by defining: (1) "What is it?";

(2) "What does it do?"; and (3) "What is it for?".

Unfortunately she process tends to terminate with

the identification of "What is it?".

When discussing education, most individuals

can accurately define schools, facilities, books,

etc. However, the same individuals become some-

what less precise when describing what education

does. A greater barrier to communication presents

itself when responding to the question: what is

education (or a particular course) for?

The systems view then simply changes the

priorities of inquiry and directs initial energies''



at determining what a particular thing, system,

course, report, etc,, is for. This requires a

detailed, specific definition of purpose, and it

is only through this definitive step that one can

identify precisely what has to be accomplished, by

whom, and what order.

Systems approach. Suffice to say that the

systems approach is merely an application of the

previously discussed systems view to human en-

deavors.

Sxstems analysis. A three-phase technique of

investigation that employs the systems approach to

the collection of appropriate data; display of this

data in a graphical format using system symbols;

and analysis of the displayed data for purposes of

improvement.

Systems design, development. These applications

of systems thinking differ more in degree than in

technique. The design process normally follows

analysis and incorporates the recommendations of

systems analysts' (practitioners' of the system ap-

proach) for improving the efficienty or effective-

ness of a current or proposed procedure (budgeting,

travel requests, purchasing, etc.).

System development follows system design and

entails Lhe actual development and testing of all

supportive materials (to include training and

orientation). Implementation of the designed and

*1
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developed system is not included and therefore,

should be costed and controlled separately.

3) Applications Overview

Systems analysis is a technique which can be

defined as the taking apart of something (either

an entire system or any of its interrelated sub-

systems) in ordei to understand its nature and

scope. It is the process of looking at complex

problems which interrelate the systems approach

and the traditional planning process.

One of the tools used in systems analysis is

a thru-put or flow chart which depicts pictorially

the units and/or individuals responsible for

specific activities, the documents which are in-

volved, where document copies are stored, and the

interaction among various units and/or individuals.

The thru-put chart is an invaluable tool which will

enable a manager to identify problem areas in a

troublesome system and to ascertain what functions

his employees are performing. Through following

the document and/or information flow on the chart,

an individual manager can ascertain who is

actually making the decisions, where the informa-

tion is stored, if there is duplication of effort

and files, if the work is accomplished according

to established organization policies and operat-

ing procedures, and the types of data which are

used in making decisions, When a manager has



these types of information, especially in pictorial

form, he becomes aware of how his organization is

operating. He can then determine if the decisions

are being made at the appropriate level based on

adequate data and if changes are needed. (See

Figures 2-1 and 2-2).

4) Toward Goal Congruence

Achieving, in this context, is not intended as

being finite, rather, it serves to indicate a

continuous process--a striving for perfection that

in all probability cannot be obtained but neverthe-

less, is worth seeking. High degrees of achievement

are possible, especially within a close-knit com-

munity such as Valencia Community College, but the

actual success will vary from one work-group to

another.

Goal congruence is a term used to describe a

normally hypothetical situation in which the

organization's formal goals have been evaluated

by the various formal and informal groups compri-

sing the organization and have been adopted by

these groups as the legitimate basis for their

existence. Groups, formal or informal, cannot

persist in time without a purpose for their :on-

tinuation. The purpose can be to impede organiza-

tional progress: For this reason it is imperative

that Valencia's goals be reduced to writing and

comunizated to the staff as the first step



toward congruence.

LP:tally, the Valencia staff and faculty would

have considerable input to the goal identification

process and the goel statements would be phrased in

such a manner as to permit measuring the actual

degree of achievement. Platitudes such as "improve

educational opportunity" have their value but their

contribution to evaluating the effectiveness of a

technique, program function, or the Valencia

Community College System as an entity is nil.

Valencia has an excellent faculty and their skills,

knowledge, and understanding should be reflected

in the formal goal statements. Again, involvement

is the key to identification and identification is

the stepping-stone to congruence.

Once the current level of perception is ascer-

tained through application of the recommended

Management, Administrative Profile, and the staff

and faculty have been appraised of the adopted

Valencia goals, it is imperative that management

not regard those steps as constituting final

action. Follow-up, in the form of periodic

"perception assessments" of the staff and faculty

(considering Valencia's size, a 100% assessment

would not be prohibitive) is mandatory. Manage-

ment and/or administration must ensure that group

(formal or informal) "boundary maintenance"

activities, environmental forces, or just plain

')
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communication failures have not modified the formal

goals at the action-level. In short, is the percep-

tion of operation-level personnel commensurate with

the perception of management/administration? If

not, appropriate corrective action is indicated.

Following the dictates of the systems approach

then, we proceed to identify the precise purpose(s)

for the Valencia Community College. With these

major intended consequences highlighted, we can

focus on the sub-purposes (or more precisely- -

programs) that must be successfully executed if

Valencia's purpose(s) (goals) is to be realized.

An important concept has been indicated-- purpose

determines the programs that are necessary for

accomplishment. Programs always follow purpose.

The next topic discusses the program organiza-

tion in terms of "hurdles" that must be identified

and dealt with if reorganization is desired.

5) Organizational Structure

The traditional community college structure

is well known and therefore no effort will be

expended to describe its form. Suffice to say,

the People, the Board of Trustees, President,

Vice- President, Deans, etc., constitute the formal

organizational hierarchy. Any number of informal

organizations exist concurrently with the formal

structure. It is these informal structures that

actually execute the day-to-day business of



management, control, and evaluation.

"Power centers" are the hearbeat of these in-

formal structures or, as some authors have called

them, "overlays". A "power center" is simply the

person to see if you want something done. In all

probability that person (secretary, clerk, etc.)

will not appear on the formal organizational chart.

However, he has become a power center by managerial

default (formal authority's failure, for whatever

reason, to become involved in decisions or action

of a particular type) or social influence on the

formal authority to the extent that the informal

power center renders yes or no decisions across a

broad spectrum of organizational activities. I am

certain the reader can recall examples of: "You'll

have to see Jones about that--ho has the blank

forms", or "You had better clear that first with

Smith--he has the president's ear on matters like

that." These are power centers formal or informal.

Power centers are than a fact of organizational

life--Valencia not excluded. The action required of

the Valencia management team is to identify these

centers and then to analyze their contributions,

pro and con, in terms of the departments purpose,

which, of course, must be supportive of Valencia's.

In short, practical application of the systems

approach to ascertain what people are actually

doing for the purpose of comparison with what the

4
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formal organization depicts them as doing. The

Management, Administrative Profile System provides

the instrumentation and guidelines for viewing

Valencia Community College in terms of the program

concept adopted by the Florida Programming Budget

System. This program approach reveals the magni-

tude of program impact on available resources, the

individuals involved, and the cycle of events

associated with these programs and subprograms.

Analysis of these data will pinpoint power centers,

reveal the extent of program or subprogram overlap,

number of organizational elements performing

autonomously within the same program area and/or

those work groups who cooperate on portions of a

program area, and highlight voids in the process

and/or content aspects of the system.

Change, as indicated in the Rationale, is a

process tLat must be predicated on knowledge of all

the parts and their interactions. Systems analysis

is ideally suited to this task; however, its value

as a management tool is directly proportional to

management's interest and support. With programs,

power centers, workloads, and activity cycles

identified, the difficult part is at hand--a decision

must be made to reorganize programatically or main-

tain the current organization chart and accompanying

job descriptions.

Certain destinct advantages accrue to the
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institution willing to invest time, energy, and

patience to surmount a certain amount of initial

confusion and to tolerate some missed deadlines.

Such managerial advantages of a program organized

college include, but are not limited to, the

following:

Programs of the college (Instruction, Student

Services, etc.) remain constant even though

funding sources may change;

.. A programatically organized college minimizes

duplication of work efforts and encourages

"formal" lines of communication;

The president and his management team are in

a better position to set priorities because

programs breed a program-oriented approach

to planning and management, thereby increasing

the overall capability of the college; and

Each program area becomes an integral part of

the college. Consequently, the college becomes

one cohesive institution capable of focusing

energy and resources on organizational

purpose(s).

For a more detailed discussion of the program

classification structure as advocated by the State

of Florida see Appendix 1.

6) The Management Administration Profile System as a
Change Agent

Change for the sake of change can, understand-

ably, have a demoralizing impact on any institution--
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Valencia being no exception. Change as an exercise

and change as an instrument to imporve the quality

of institutional life are readily distinguishable.

In the latter instance there is definite evidence

of top management interest and support. The

evidence normally takes the form of a well-developed

plan with heavy emphasis on involving those indivi-

duals who will be responsible for execution of the

planning process. Involvement leads to commitment,

commitment leads to identification, and identifica-

tion leads to high-order achievement.

As with education, change is evolutionary as

opposed to a revolutionary process. There are five

ingredients necessary for change: (1) desire;

(2) knowledge; (3) energy; (4) a conducive environ-

ment; and (5) implementation. Desire and energy

must be supplied and sustained by the management.

Management must also have, or acquire, the necessary

knowledge concerning the available methods and

instrumentation so as to better predict the results

in terms of thej.r requirements. Environment and

implementation are achieved through policy state-

ments.

The necessary knowledge for directing the

change effort is the primary product of the recom-

mended Management, Administrative Profile System.

Without descriptive information addressing the

"Where are we now?" kinds of questions, change
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becomes merely another term for crisis management.

In considering the Management, Administrative

Profile System for possible implementation, manage-

ment should be cognizant of at least three general

problems:

The assessment process is often feared by

those interviewed because they tend to per-

cieve it as a means to evaluate their

performance in some area of individual

accountability;

The assessment process is seen as being

executed by internal data gathering teams

with particular prejudices--management's

hatchet-man; and

The criteria for assessment is rarely

known in advance to the interviewee and,

coupled with his threat-threshold,

interviews consume more time than necessary.

The above generic problems can be greatly mini-

mized through well-planned staff and faculty

orientation sessions and, if necessary, workshops

for those desirous of additional training.

To facilitate management-'s ability to deal with

these very real concerns and to focus the Management,

Administrative Profile System (MAPS) on those areas

felt to be of central importance for such a system,

decisions were made about the design considerations.

These included the following:



.

The MAPS should serve college top management;

that is, the president, vice-presidents, and

deans and they should be able to target MAPS

applications by selecting from the options;

It should be a system which can be applied to

a college environment under internal dirwction

by college staff and/or faculty;

Also, it should not be so complicated or

require so many specialized skills that it

forces management to be passive;

It should focus on management policies and

administrative procedures, not with the

assessment of individuals, their performance,

skills, and styles of management or adminis-

tration;

The data collection requirements of the MAPS

should be modest and flexible to minimize

interference in day-to-day college operations,

to reduce the overall cost of use, and to allow

its partial use on a test basis in a particular

college; and

The systems analysis procedures should present

findings to an audience (specified by the

management).

The MAPS, in its current configuration, deals

with questions concerning the effectiveness of

college programs. It deals with management's

concern of work being accomplished, individuals
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involved in work, organizational structure, financ-

ing of work, and decision-making. It is structured

to deal with these questions in a way which will be

non-threatening and useful to management and it is

based on concepts of modern program budgeting

management.

The current design, though of necessity based

on many tradeoffs, does not severely restrict the

use of the MAPS. Any such system requires assump-

tions such as these, and we have attempted to

develop assumptions which are non-restrictive and

pointed in the direction of current management

change.

It is important both for users of the MAPS

and for those considering its use to be prepared

to be flexible in the system's application and

its terminology. College goals, unit objectives,

activities, plans for allocating resources to

activities, and methods for evaluating the effec-

tiveness of college programs exist in every

functioning organization. However, lacking clear

and constant managment direction, these procedures

develop problems.

Value judgments become implicit rather

than explicit, estimates grow to be based

entirely on individual experience rather

than; records;

Management processes become personalized

39



rather than standardized;

Knowledge becomes power and is hoarded;

Communications suffer, cooperation becomes

more difficult, personal kingdoms arise,

decreasing top management's ability to

direct the course of the college; and

Stability becomes safety, and change is

difficult to implement, morale suffers

as priorities become confused and

conflicting.

In general, the management process comes to be

perceived as mystical rather than rational.

Current trends in management (and the MAPS) are

toward systematizing management through the intro-

duction of more data collection, control, and

dissemination, and an increase in the formalized

steps of management. A president will have his own

beliefs about the extent to which he wishes to move

his college in these directions. The MAPS can

assist him in monitoring the current state of his

college, and as mentioned earlier, in progressing

in these directions.

Thus, the MAPS has been developed with the end

view of making it a useful tool for a variety of

college managements, though they mly differ in

their approaches to running a community college.

We hope that it will be refined further and made

more useful as time passes. It is our belief that

I; 11
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this system, or one like it, can only assist

community colleges by helping them monitor, from

time to time, changes in the state of their

wllege's management.

3. IMPLEMENTATION

The previous section described the development of the

MAPS and its concern with the management of community

colleges. Because it is concerned with managements, the

MAPS can be a powerful tool for analysis and change in a

college. However, its concern with management gives it a

particular kind of vulnerability; that is, without the

support of management, the system cannot work effectively.

If management is not involved in the analysis of their

own procedures, it is unlikely that they will concur with

changes in these procedures and support the implementation

of them. The most influential manager is the president.

If he understands and supports the Management, Administra-

tive Profile System, its' chances of success are vastly

increased.

A president's support does not mean, of course, that

he needs to be involved in all the details of the data

gathering, analysis, and the consequent presentation of

the results. His involvement in these activities, although

useful, would often require more time than he has available.

One of the president's primary decisions, therefore, (if

he decides to support the use of MAPS in his college) is

the selection of a delegate to head the MAPS effort for his
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college. The president's support and the appointment of an

effective operating head for the MAPS are sine qua non of

the MAPS's success in an agency.

Once the president has made the appropriate and

necessary decisions in these two areas, he should proceed

to specify his choices for the six kinds of options listed

below.

A. Planning Considerations

1) Objectives of the MAPS

An important first step is the specification

of the objectives of the system's use. This is

important not only to guide the effort but for

dissemination purposes. Knowledge of the objec-

tives for the potential use of the findings can

help guide the MAPS team and respondents throughout

the effort.

The rationale for implementation will be

distinctive to each college using the MAPS.

However, a sample of possible objectives may be of

use to those who are in the process of formulating

their own objectives. The following is a short

list of possible objectives.

A president (or other college management/

administrative personnel) may wish to use MAPS

if:

He is new to the college and wishes to see

an analysis of how the management processes

occur in his college or a particular
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institutional area;

He his management team wish a report on

their :ogress toward a program planning

system of management;

He wishes to study a :,art of his agency or

several program areas;

He does not wish to move toward a program-

planning style of management, but is

interested in how his agency's management

appears from that viewpoint;

He feels that it is time for a review of

management or administrative processes, and

wishes to bring his managers together in order

to study findings about how the college

operates; or if

He is considering alternative management

changes for his college, and wishes to make

these decisions in the light of findings

that the MAPS has to offer.

2) Audience for the Findings of the MAPS

The president, or his delegate, must make

decisions about the audience for the findings of the

MAPS. This audience, or group of users, will be

involved both in the development of the MAPS

findings and in management decisions based on these

findings. Since the MAPS is a management oriented

process, it is important for the president to

involve his management team in receiving the findings,

01..1..1
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judging their accuracy, and making decisions about

the consequent steps to be taken.

The method employed to present the findings and

the way in which participants are involved will

play an important role in the resulting perceptions

of these individuals. Therefo,e, most presidents

will want to emphasize the participant role for

their management teams. It is important that

management caution those who are executing the MAPS

effort to be constantly cognizant of the fact that

the findings are preliminary, and subject to dis-

cussion and change if the audience feels that they

are inappropriate. The timing of the involvement

of the audience or participants is also important.

Data gathering should be followed closely by

preliminary presentation of findings. The presen-

tation of findings should be done in a context

which clearly indicates what kinds of decisions

may result from the consideration of the findings.

The president should lay out for his management

team which areas for decision making he wishes

them to consider when they receive MAPS findings.

3) Selecting Application Areas for MAPS

Determining what institutional units and

programs should be covered by the MAPS is dependent

upon the previously selected objectives of the

president. A unit or program is "profiled" by

inturviewinq some of its administrators and
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operational personnel. Since coverage (interviewing

and filling out interview forms) and analysis of the

results require expenses to be incurred by the college,

the decision must be made as to how much time is

available for the MAPS effort. This decision will

necessarily have a high impact on the area to be

covered. It should be noted that since the MAPS is

highly flexible and very inexpensive--(two to three

man-weeks of released time)--usage of the system is

possible. Among the decisions that the president

has to make concerning his coverage are:

He must decide which community college

programs are to be covered by the MAPS's

application. These programs described in

Appendix 1 are those of Instruction,

Community Service, Academic Support,

Student service, Institutional Support,

and Independent Operations.

The president may wish to consider which

organizational portions (administration,

data processing, maintenance, etc.) of

the college require coverage by the MAPS.

Although this decision is a difficult one,

it may ultimately form the basis for

determining the allocation of available

resources. Because of thr2 problems of

"linkages" between organizational portions

of the college, howgwer, this form of
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potential cost savings may not be practical.

Rather, a single policy, procedure or program

of the college may best serve as a test appli-

cation for the MAT;.. This is useful in training

the MAPS personnel of a college and in indicating

to the president and his management team how the

system works in detail. This is the recommended

low-cost way of investigating the MAPS.

The president should make the decision about

the extent to which the MAPS can be applied to

the different administrative levels in a colleges

hierarchy. One of the main advantages of including

a number of levels (instructor to dean perhaps)

in the application of MAPS is that the resulting

"deep coverage" allows fcr the comparison of

perceptions by individuals at these different

levels within the college. This is mseful and

informative to the president and his staff in

relation to questions of morale, dissemination

of college policy, and a view of actual college

practice. The disadvantage of "deep coverage"

is its increased cost to the college in terms

of time and manpower.

4) Staffing the MAPS Effort

As previously outlined, one of the first

decisions that the president must make upon his

decision to proceed with the MAPS is his selection

of an operating head for the MAPS effort. This
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individual should be someone the president trusts

and an individual whose technical ability has boon

establiahed. Since the subject matter of the MAPS

is management, particularly the modern program

planning aspects of management, the individual

selected should desirably have background and

ex2erience in these areas. However, it is not

necessary that all the MAPS staff have this type

of background. In fact, application of the MAPS

is a useful t:aining device for those staff or

faculty menbers that the president desires to

become more knowledgeable about these cruicepts.

Estimates of the number of staff to be equired for

the effort can be made on the basis of the length

of total time allowed (fewer interviewers can inter-

view a given number pi people if they have additional

time), the number of interviews to be conducted, aad

the coverage the president wishes the MAPS to have.

An idea the president should consider in making team

selections is the drawing of the MAPS personnel

from a variety of staff and faculty positions. This

ecumenical staffing of the effort may avoid feelings

of staff and faculty favoritism, and may increase

communication and understanding across these bound-

aries.

5) Nature of Findings

The designers of the MAPS have developed Fweral

strategies for the presentation of the findings:

r"
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A president may request only descriptive find-

ings. These are findings which describe the

college and its management and administrative

practices as they exist, without attempting to

place weights on these practices or the existence

of gaps which may be discovered. Because no

inside (or even outside) assessments can point

out all the details of complicated management

practices, the president may well wish the MAPS

team to specify only descriptive findings and

allow the determination of recommendations to

be made by management personnel who will review

them.

Alternatively, the president may wish to have

the MAPS team not only develop descriptive

findings, but to place value weights on these

findings and go through exercises such as the

development of recommendations and the comparison

of current practices of modern planning, pro-

gramming, and management systems.

It is important to emphasize that, in determing

the kinds of findings desired, the president should

consider the process by which the findings will be

presented and the actions which may be taken on

them. This is essential so that the nature of the

findings and the process of decision-making will

be in harmony.

6) Additional Uata Gathering

."
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Once the decision is made to proceed with thy:

MAPS effort, a president may wish to employ the data-

gathering team for additional work. Me may add

questions to the instruments about related or wholly

extraneous matters. This option of using the data-

gathering effort as a vehicle for obtaining further

information is not recommended (as discussed in 2),

of the following section B.), but it is a possibility

and in special circumstances may be desirable.

In conclusion, the success of the application

of the MAPS effort depends entirely on the support

of top management. With the understanding and

encouragement of the president, MPAS offers a

variety of options to community college decision-

makers;

A clear determination of the objectives of the

MAPS within the college not only guides and

disseminates information, but helps to organize

and direct the effort tinder a single responsible

head;

It is important to designate the targets of and

plans for using the MAPS findings so that

management participants have an understanding

of their roles as audience and/or participants;

The president must decide what specific college

policies, procedures, or programs are to be

covered by the MAPS application and allocate the

appropriate funds or personnel to support MAPS

49 J



use;

The selection of the MAPS team should include

an operating head who understand management

and program planning, and a team (from a variety

of institutional units) who will benefit from

the MAPS application as a training device

while facilitating communications within the

college;

The ultimate presentation of the MAPS findings

may be descriptive and/or in the form of

recommendations, but the process of presentation

should be consistent with plans for actions

sought as a result of the MAPS application; and

The president may in some cases utilize the MAPS

effort to carry out additional data-gathering

efforts.

B. Preparation of Participating Personnel

It is essential to the success of the MAPS effort

that it be explained to all of its potential users as

clearly as possible so that they may fully understand

its uses and its outputs. This includes not only the

operating officer and the staff who will conduct the

interviews and analysis (who will, of course, require

extensive additional instruction) but also the

respondents, whose cooperation is fundamental, and the

audience (who in some cases are identical) who must

approach the MAPS with expectations which are in line

with the reality of the system's procedures and its



types of findings. To this end, a basic introduction

to MAPS, such as portions of this report, should be

available to all persons involved with the system. It

will be the core of the training of interviewer/

analysts and the most straight-forward means of inform-

ing those from whom the data will be gathered and those

to whom the findings will be circulated.

While these training and information objectives

can be attained with the text of this report and the

materials contained in its appendixes, it must be

remembered that they are the product of six month's

effort, the goal of which was the development of the

information-gathering portions of the MAPS. The result

is a workable system. It is hoped that ensuing efforts

will devote additional attention to dissemination and

the training aspects of the MAPS to ensure the maximum

convenience and benefit of its employment.

While development of dissemination materials was

not within the scope of this initial prcject, the

present report is intended to supply some guidance so

that a college : ay make immediate application of the

MAPS.

In its ultimate, or ideal form, the dissemination

and training materials should make use of workbooks,

audio-visual techniques, and other efficient instruc-

tion aids both to improve the depth of familiarization

and training and to enable this to be done in a shorter

time and with less burden on the operating officer at



the college using the system. Where appropriate in

the following discussion, we will both describe the

training procedure with the existing materials and

parenthetically outline how this might be improved

upon with a more comprehensive menu of materials.

The president should examine the explanatory

training materials to give him a full understanding of

the size and the nature of the effort required, and

to enable him to decide how useful the results will be

to his college. He may wish to delegate dome of this

study, but ultimately it is he who must decide whether

he wishes the Jystem to be used in his college.

The president may also wish to make a few changes

or additions to the scope or details of the instruments.

While this is encouraged, it must be remerOmred that the

instrumentation is planned and has been field tested to

bring it to that form which the designers feel will

produce the most accurate results, the fewest entry

errors, and the most reliable analysis. To the extent

that either the wording of questions or the physical

design of instruments is altered, the compatibility of

the result:; with the rest of the system cannot be

guaranteed. If specific information is desired which

is not elicited by the original instruments, it is

preferable to append additional questions rather than

to alter the existing ones. Even in the case of such

additions, the responsibility for devising analysis

techniques and results-presentation fonmats rests on
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the author of the now questions.

The central element of all training materials for

users and the principal motivation to respondents of

the MAPS is an explanation of its purpose, its methods,

and its results. Copies of appropriate parts of this

report represent an immediately accessible means of

accomplishing this. (A sound filmstrip presentation

would be best because it is both more dramatic and

more efficient for uses where groups are involved).

Whatever the medium, it is desirable that participants

know they are seeing the same general description of

the MAPS.

In addition to introductory matter, this report in-

cludes instructions to the staff person who is delegated

responsibility for operating the system, procedures for

training the personnel who will conduct the interviews

and analysis, copyable masters of the instruments, plus

the necessary instructions and formats for analyzing the

raw data and preparing the outputs for presentation to

whatever audience the president has selected.

1) Training the MAPS Team: The Team Leader

This person, perferably of middle to upper

management level, has been delegated the task of

organizing the personnel and resources necessary

to carring-out the MAPS in the college. His

responsibilities include arranging for interview

staff; explaining the system to the proposed

respondents; distributing and re-collecting the
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questionnaires; scheduling the interviews; over.

seeing the data tabulation and analysis; directing

the preparation of the findings for presentation;

and most importantly, conducting the actual training

of the interviewer/analysts.

Since his role is of pivotal importance and

present training materials are of limited capability,

he may wish to be assisted in his own training by

some part of the MAPS development team (Valencia

Community College). The aim of the team leader's

training is to make him totally familiar with the

instruments and analysis techniques, and to enable

him to anticipate and answer most of %;.he questions

which might occur to interviewers in training. In

the ultimate form of the system, ho could also be

coached in the actual administration of the

interviewer-training materials. This might involve

supplementing a comprehensive instruction manual

with a visit by the operator to either a workshop

for training such persons or an individual training

session carried out by Valencia or its subcontrac-

tors. At present, however, much depends on his

diligence and his understanding of the content of

this chapter. In either event, trouble-shooting

and immediate assistance with specific problems will

be available from Valencia Community College.

2) Orientation of MAPS Target Groups

It must be realized that in order for the college



and administrative personnel (staff and faculty),

whose responses will be analyzed by the MAPS, to

participate freely and to cooperate fully in the

employment of the system, they too must understand

its purposes md what it will require of them. Any

inquiry or assessment, regardless of its source or

use, bears the danger of being perceived as threat-

ening by those of whom it asks information. If a

system such as MAPS is used to produce usable data,

it must enlist the support of its respondents. To

this end, it is suggested that an introductory

presentation be made to an assembly of those who will

will be asked to fill out questionnaires and submit

to interviews, and that copies of appropriate

chapters be available for that presentation. The

use of a "canned" filmstrip/tape presentation would

have many advantages for the development of uniform

presentations. The prime advantage would be to

assure that everyone hears the same story and would

additionally be available for references and

Consortium-wide distribution.

It is anticipated that most staff members will

not be highly apprehensive about the use of the

MAPS (as demonstrated by the pilot test) , and it is

hoped that the initial concern will decrease dra-

matically after a presentation concerning the use of

the results; the descriptive nature of the results;

and the lack of individual assessment in the system.



This presentation can begin by describing the kind

of outputs the MAPS will have, and by demonstrating

that the purpose is not to find ous "what you're

doing wrong or who is not doing his job", but

rather, "what are the management and administrative

procedures and what is the relationship between the

reality of the management and administrative prac-

tices in the college and the impression of what

constitutes reality as perceived by management."

And (if the president requests), the MAPS can point

out changes which might improve the management or

administration of the college. The college manage-

ment must clearly perceive that the MAPS is not

going to provide a panacea for all problems of

management of the college. Furthermore, it should

be realized that the findings are not individual

but collective, and that the usefulln'ss of the MAPS

findings is, in large part, dependent on their

management's own time and effort as conscientious

sources of information.

Support and cooperation for the MAPS might also

be enhanced by a "cover letter" or memo from the

president's office explaining the intent of the

assessment and inviting participation, beginning

with a meeting to view the presentation describing

the MAPS.

3) Training Personnel to Conduct Interviews

While eventually it may be concluded that the
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relative convenience of using "home college" people

to conduct the interviews and analysis is out-

weighed by the objectivity of outside personnel, it

is probable that at least most of the early applica-

tions of the system will be done in this manner.

There is very little, if any, travel or lodging cost

to be borne, and training, scheduling, and actual

operation can be set up quickly and conducted

entirely within the organizational fabric of the

college planning to use the MAPS. Also, the idea

of the system being used by the college for its

own purposes is most clearly embodied in having the

instruments administered by familiar faces, with

attendant advantages to the establishment of rapport

between interviewer and interviewee. Most improtant,

a college which develops its own in-house capability

for using MAPS will be able to bring it into action

annually or test specific changes with a minimum of

delay or outside arrangements.

The principal disadvantage seems to be in assur-

ing a high level of team leader and interviewer/

analyst training without elaborate and expensive

training materials and outside support. In the

ideal situation this challenge would be met by

"flying squads" of trainers with the most advanced

instructional materials who would arrive at each

college within the Consortium and conduct not only

the training but some of the explanation to possible
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interviewees and general audience as well. They

might also be available, either -1 site or at some

central office (Valencia Colleg to advise on

analysis and presentation of findings. In the

absence of this kind of support, 'he college will

have to rely on the resourcefulness of the dele-

gated MAPS team leader and on the abilities of the

staff selected for interviewer/analysts. Two

other disadvantages derive out of the relationship

of these "in-house" interviewers to the college

and to the acquaintances they must interview.

These interviewers are in a way trapped by their

own knowledge of the college; they have difficulty

asking "dumb" questions (which may be needed to

assure comparability of data across program lines)

of friends who know that thy (the interviewers)

could answer the question themselves. Faced with

this situation, they will be tempted either to

skip the question or to enter their guess as to

how the respondent would answer it. On other

questions, they may be unable to resist arguing

with the interviewee as to the accuracy of his

perceptions. Training and careful overseeing by

the team leader can greatly reduce the bias stem-

ming from these causes, but it cannot eliminate

one fundamental paradox: in many cases, the best

persons to conduct the interviews and analysis may

well be the persons who should be the respondents.
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The best way out of this and the problems which might

arise due to disagreements between intarviewers and

respondents of nearly equal rank would be to use

junior staff, wherever possible, as interviewer/

analysts. This would be a useful experience for the

junior personnel and would give them a useful

insight into the management of the college.

The actual training of interviewer/analysts

should probably be alloted three full days, though

this might be shortened if all trainees conscien-

tiously read this report before the session begins.

The team leader should make an introductory ex-

planation of the MAPS, being sure to include the

reasons it is being used by this particular college,

and a description of the kind of findings which may

be expected. Copies of all instruments should be

distributed to all trainees. Each trainee should

then fill out the four-patt Staff and Faculty

Perception Assessment (VCC Form IV) instrument for

himself, after which a discussion of the questions

and the variations in answers should help to bring

misconceptions about definitions and organization

to light.

Next, the instructor should distribute blank

copies of VCC Forms I, V, and VI to each trainee.

Once this is done, one of the students should

interview the instructor, while the others record

the answers on the provided interview guides. If a
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student has a question, he should make a mark in the

margin of the guide rather than interrupt the inter-

view, which should also be conducted without asides

from the instructor, unless the interviewer loses

his way completely. The aim here is to give an

immediate and accurate simulation of the interview

situation and to surface problems and questions

about technique, recordings of answers, and keeping

the interview moving. (The instructor might do well

to occasionally wander in his answers so that the

trainee/interviewer must bring him back to the

subject; in any case the instructor must make an

effort no' to let his knowledge of ensuing question:;

or of the analysis process intrude into his per-

formance of the role). A discussion should follow

the interview simulation and should concern itself

especially with questions noted by the trainee(s)

and with the instructor's (gently stated) comments

on the interviewer's technique.

Another simulation should follow in this

instance which allows trainees to perform both

s respondents and interviewers. This may best be

achieved if the instructor will take trouble to

write a fictitious role in advance and to prepare

copies of a questionnaire filled out with answers

appropriate to that role. If the class is small,

one trainee should be selected to study and perform

the role of interviewee; he studies his role while
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the others enter "his" questionnaire responses in

their interview guides. If the training session is

a large one, the trainees may pair off into

interviewer-respondent teams, each then preparing

for the interview as described. During the simu-

lated interview, the instructor should observe

closely and note mistakes, poor techniques, ways of

asking questions which restrict answers, and other

problems. The interviews should pot be interrupted

to discuss these, however, this should he done when

the simulation is ended so that all may benefit

from the critique. Completeness answers should

be the goal here.

At this time, the concept of the two-man

interview team should be introduced and its advan-

tages explained. These may be summarized as

permitting the "asker" to enga9a the interviewee in

relatively uninterrupted conversation and to main-

tain eye contact, while the "writer" concentrates

on accurate and complete recording of the answers.

Furthermore, the "writer" may jump forward or go

back in the instrument if he detects an answer to

another question within the respondent's discussion

of the one at hand. There is less likelihood of

the "asker" losing his place (and his rapport with

the interviewer) if he does not have to do this.

Of course, the "writer" may have to indicate that a

question has already been answered when the dialogue



arrives at that point; this is commensurate with

the writer's duty of interrupting if the conversa-

tion strays too far from either the instrument or

the schedule.

The interview guides and questionnaires thus

obtained (VCC Forms I, IV, V, and VI) will be the

raw malarial for the introduction to analysis.

Data analysis and consolidation forms (VCC Forms

II and III and Worksheets 01 and #2) should be

passed out by the instructor and the trainees

should, under his guidance, enter the responses of

the interview onto the appropriate form or work-

sheet. Swapping of sheets to cross-chock accuracy

should produce discussions of difficulties

encountered. Once the process of consolidating

entries on the forms is understood, completed

copies are distributed (containing data from a

complete set of hypothetical interviews) and

instruction in tabulation can proceed. based on the

methods outlined in Section 4.

Thu next subject is the preparatiov of the

analytical findings for presentation to whatever

audience the president may have selected. An

introductory outline of the means and the purpose

of presentation is followed by distribution of

blank presentation formats (design formats are

contingent upon the particular situation) on which

the findings are entered by the entire trainee class.

62



The user designed format sheets should be usable

either for reproduction in a written report or as

masters for the preparation of overhead projector

slides. In either case, it is essential that

whatever hand-lettering is done be as neat and

clear as possible. For the purposes of the train-

ing session, only a verbal presentation should be

prepared. One or more members of the training

group should be selected to give the briefing to

the remainder of the class and the instructor, who

may wish to ask some sticky questions, as might the

president at the time of the final briefing. The

training session should end with a discussion of

any remaining prublems, and tentative assignment

of interview schedules.

4. EXECUTION

A. Technical Discussion

This chapter will address the problem of "ideal

instrumentation" by presenting three-levels of abstrac-

tion that must be realistically assessed in order to

separate symptoms from problems.

La.:11 level is preceeded by a general process model

which identifies the specific blank forms, alternatives,

and major action steps associated with a particular

level of assessment. Referenced forms are included as

well as guidelines for their completion.

At this juncture it might well serve our purposes

to define "level" of assessment as employed in this
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monograph. The term refers to broad categories of

information whi:`Altiscribe particular segments of the

college. When these categories are brought together

through analysis they form a complete management or

administrative profile of the college, program, sub-

program, or element. The term has no relationship to

the institution's organizational hierarchy or to the

degree of difficulty associated with implementation.

In addition, design considerations dictated flexibility;

hence, the developed levels of application afford the

president alternatives. For instance, a problem

dealing with costs would indicate a Level "A"

Assessment, a suspected communication breakdown would

indicate a Level "B", or consistent procedural errors

might indicate Level "C". A problem of greater

magnitude, such as collective bargaining, might

indicate the preparation of a complete profile depict-

ing work-loads, productivity levels, etc. The

particular problem and the president's desires, then,

dictate how much or all of the Management, Administra-

tive Profile System is used at any one time.

The primary intent of the Management, Administrative

Profile System is to provide designated managers and

administrators with timely, accurate information, in

sufficient quantity to enable them to take appropriate

action--and, as was indicated earlier, this action may

take the form of comparing postures with another

institution of simply deciding "to take a closer look."
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The Management, Administrative Profile System is not

a panacea. Rather, it is a systematic process for high-

lighting the strengths and weaknesses of institutions

in a manner designed to minimize individual threat. It

is a descriptive, as opposed to prescriptive, system.

The manner in which MAPS is implemented is directly

proportional to its value as a "finding out" tool.

There can be no substitute for top management supports

Figure 4-1 synthesizes Section 3 which described the

implementation stage and depicts the results as a

process model. Regardless of the "level" decided upon

for actual implementation, it is highly recommended that

the action steps indicated in Figure 4-1 be followed.

1) The Level "A" Assessment

The purpose of this assessment is to reveal to

management and/or administration the degree to which

individuals, departments, or the college as a whole

is involved in the program areas adopt'i by the

Florida State Department of Education. In addition,

the using college will be able to ascertain relative

costs persuant to the degree of participation.

The scope of cost-coverage mbraced by Level "A"

entails much more than instructional costs, whiel, to

a great degree are currently available, as it permit!-:

the highlighting of those cost factors associated

with report preparation (ADP or non-ADP); specific

maintenance activities; formal and informal counsel-

ing; committee actions; and vrrious clerical act
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The execution of a Level "A" Assessment enhances

the college's ability to respond to questions, such

as: "What does he do besides teach "X" number of

classes?" "What does that report cost?" "How many

people/hours are we devoting to that program/

subprogram/element?" "How much are wa tipuilding fur

the filing and retrieving of papers /documents/

reports?" and "What is our productivity index for

course/department/major area/degree in comparison

with others?" (These questions are intended to be

indicative rather than inclusive).

Figure 4-2 describub the major action steps

associated with a Level "A" Assessment and assumes

the requirements fo Figure 4-1 have been mut. The

indicated action steps will carry the reader through

the data gathering and consolidation phases tippro-

priato to Level "A". A detailed discussion of

Figure 4-2 will not be attempted at this point.

However, the reader is urged to study the piucehs

model and thoroughly himself with tht;

"big picture" as this will greatly enhance his

underLtanding of the mechanics as:mciated with a

particular instrument.

a. Data Gathering Phase.

The first instrument encountvred on Froire

4-2 is Valencia Community coltege (VCC) oi:n I

(temporary). This form is the basic collectioz

instrument of a LevQ1 "A" Assessmentt!. .ly
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form requiring the time of an interviewee.

Figure 4-3 depicts VCC Form I in a somewhat

reduced format. The actual form normally

appears on 81/2 x 14 inch paper.

Afi indicated by Figure 4-3, the form is

divided into eight major columns of data. Each

column will be discussed to the degree felt

necessary for explanation.

Column One; Sub-program Areas: No entry

is required by either the interviewer or

interviewee in this column. The indicated

sub-programs are those specified by Florida'

Program Budgeting Guidebook (a more detailed

discussion is contained in Appendix 1).

Sub-programs act as a guide to the inter-

viewer and permit the structuring of a

question, such as: "Do 1, u participate to

any degree in the elements or activitiet,

that comprise sub-program X?" The answer to

this, or similar questions, must be in Um

affirmative or negative--no "sometimes" or

"maybes" are permitted--and the answer is

recorded by placing an X in the appropriate

sub-column of Column Two (yel or no) . The

interviwier will pose this type of question

and ta%o the appropriate recording action

for each sub-program listed.

Column 11.4o; Partifillalion; Explained (tbovk.
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Column Three; End-Products Produced: This

column is utilized only after a "yes" has

been recorded in Column Two. No further

action is required for "no" replies. Ques-

t:,ons must be framed by the interviewer that

elicit reLponses from the interviewee that

will permit a full, accurate, and unambigious

description of the and-product produced. As

an example: An instructor would not describe

"knowledgeable students" as an end-product.

Rather, he would identify all those courses

that he teaches by: course number, section,

abbreviated title, level (freshman or

sophomore), and whether or not the course is

peculiar to one Major Area or common to many.

(This same attention to detail is required to

describe reports, speci.il activities, (),

services that would be classified und,:i. other

sub-program areas, such Computing liupport,

General AdministLative S. vices, (!t.;.)

Culumn Four; No. of Individuals Sl$4,d; In. el .. .da.m... maFo. oFo

reality this colamn tt,A EAevoilve for linly

the Instruction Program. The other piugram

areas would yeild responz.es such as. the

entire student body, all staff and faculty,

etc., and therefore would serve no practical

benefit. Caution must be exercised by the

interviewer to ensure that he is arraying
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BEST COPY AVAILABLE

class sizes in the same order as he has

recorded class identifications. When the

recording (Columns One through Pour) has

been completed, the interviewer should be

able to read a class description from

Column Three and then following an imaginary

horizontal line, be ahle to math the

correct class size in Column Four. As an

extra precaution, the interviewer may desire

to read the descriptions and sizes back to

t'l interviewee for verification.

(Depending upon the availability of class

rolls, etc., to the interview team, prior to the

actual interviewing of faculty members, consider-

able time could be saved if the interviewers

.completed Column Three and Four prior to the

actual interviews. In addition, they would

nqgate such responses as: "I gave the Dean that

information last week" or "That inform.ition is

already available from ." This comment

applies equally well to Column Six).

Column FLve. IN!.J12,21 of Involvoment: TLIS

column will be used to record the int,nview,

response:; to questions, such as: "WhiAL

percent of your average work-week is devotc.:1

to--(an end-product previously identiti.d

and recorded in Column Three)--?" An elltr

is required for each end-product listed.



The arrayed percentages must be in the same

sequence as the end-products so as to

facilitate horizontal matching. In no

instance can any interviewed individual's

total percentages exceed 100 percent (summed

across all sub-7sr6gram areas).

Two points need to be resolved by the users

of MAPS: (1) What constitutes the number of

hours which comprise a work-week (some institu-

tions use 35 hours and others use 41 hours).

The difference in hours creates a problem only

when inLr-institutional comparisons of cost or

productivity are attempted. For inter-institutional

comparisons, no problems are foreseen.

(2) flow to treat faculty "overloads ".

Column Six; Total Salary

frApasizalyfits): Because the target of

VCC Form I is one individual, further

explanation of the entry required in this

column is felt to he unnecessary. Uuwitver,

a reminc3r is rresentod--if at all po..;.iblt

this entry should be (,htained from th,

Business OffiLt or Persimnel Office'

to the a:tual interview.

Column Seven; ro-Rata Share Per Ed-Product .

This column is utilized to record tho

relative costs of each end-product proviou

identified in Column Three. ror (.xampl:



An interviewee has identified six end-

products that he produces, or assists in

producing, and has estimated various

percentages of time for each on an average

work week. In addition, his base salary is

$11,200 with $800 in fringe benefits giving

a total salary cost of $12,000 (Column Six).

Assume, further, that of the six end-products

identified, number four was estimated to

consume 40 percent of the interviewee's

average work week. Therefore, end-product

number four's pro-rata share is $4000 per

annum. (Calculations: Degree of Involvement,

Column 5 times the Total Salary, Column 6

equals the Pro-Rate Share, Column 7, or in

the present example: .40 x 12,000 t: 4,1100.

In no instance can Column rive exceed 100

percent, nor can Column Seven exccca Column

Six.

Column Eight; Cost Factors: This celumr. is

primarily inteniled to record cost data

associtted with the Instruction, Commilty

Service, k'admic Support, and Stu: t_ut

Service Program3. The column has ht. ,tividtd

into two party: stnAent costs and per

contact hour colas. Per student costs will

be discus:;.:d fiFst. Assume a particul,kr

faculty mmber .e,whes six courses (sari sit.



end-products referenced in seven above) and

course number (end-product) four's pro rata

share is $4,000. In the event that this

faculty member taught six courses during

the Fall anC six different courses in the

Spring, then the pro rata share would be

$2,400 and not $4,000. The calculations

for per student cost: Pro-Rata Share Per

End Product divided by Number of Individuals

Served (Column 4) = Cost Per student. Per

Contact Hour costs are divided in much the

same manner. Ine only exception is that the

number c! individuals served is first

multiplied by the semester hour factor (3 or

6) which yields semester hours produced by

a particular class (end-product) . Example:

25 students enrolled for three semestcr

hours would pr.l.uce 75 contact hours. ASSUM-

ing a pro-rata share of $2,400. The cost

per cont4ct hour would be $32.00 ($214)0

divided by 75) .

b. Cc..solid4tion of Data

As was indicated earlier, VCC Form I if; th,

ba:dc data gathering instrument for a 14.v .A "A"

As:astiment. Once the interviewers have conduct.

all intervims ae(x)tding to their finalized

schedule ;hey can begin the consolidation Oast:,

as depicted by Figure 4-2.
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The MAPS user has two options available to

him for consolidation. The selection criteria

being based on what questions management desires

answers to. Option #1, which utilizes VCC Form

II for consolidation purposes, focuses on major

areas of instruction, such as: Political

Science, Dental, Business, etc. The option is

used when mangement desires to examine course

load, number of qualified faculty, past/present

demand, and relative costs. Option #2, PVC.:

Form III) permits an examination of the number

of individuals involved in various programs,

end-products produced, priorities, and relative

cost factors. Option #2 consolidates data

representing the entire college, a selected

cross-section, or an individual, whereas,

Option 01 consolidates for one major area. (If

the MAPS user desired to compare five major

instructional areas, he would require five

separate VCC Form liss).

c. Val.:ncia Comp unity Collcgc Form II

This instiument serves consolidate .ne

dat. i gathered from Individual sources (VC' eon

I) Ind is used when management and/t)r the

aditknistraticn iu interstoa in inter- ihtrA

instructional pror,,m compari:;ons by ma) ,r

The primary source of all vntries is VCC

I, however, data processing oi the college



catalogue could be utilized to post or verify

the completeness of entries made to Column One.

Column One. This column will contain a

listing of all individual courses that com-

prise a major area. (In some instances it

may be necessary to use more than one VCC

Form II in order to record all required

information). One note of caution: if

core-curriculum courses are included for

one major area they must be included in

the other comparative major areas. (See

4-4) .

Column Two. This column identifies the year

in which a particular course is normally

taught--first cr second. In addition,

should a comparison be required for ali

first year courses against all second year

courses, or first ::emcster to secorid

semester, this column provides the cl.stlif.

cation k...1y. If it is anticipated that thi::

latter cmparison may be of value, it r4

suggestel that thi:: cf,lumn employ a two-

digit code. Thu first (or teiiins pot.iiion)

would indicate the yca, and thy scond

(units position) would indicatu tho .,rmoster

For example: 23 w.wid descrihe a course

which is primarily tau )tit during thc. .;ecni14

year, Fall Semester.
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Column Three. The data contained in Column

Three, VCC Form I (End-Products Produced) is

matched against the course information des-

cribed in Column One, VCC Form II, and

whenever a matt occurs a count of one will

be tallyed on "scratch paper". Once all

VCC Form I's have been scanned for appropriate

matches (e.g., PSY 101), and the informal

tallying has been completed, this total will

be posted to Column Three on a horizontal

line from the course identification. The

cumulative result of consolidating action to

this point has been to describe a group of

courses by course and section numbers,

abbreviated title, credit hour, value year

and semester in which taught, and the number

of faculty/staff members that currently

teach this course. Once all actions have

been taken to match, tally, and post fui

PSY 101, all remaining courses PS? 102, etc.,

would require the same treatment. 11 1:herc

were 16 courses comprising a major aivit,

then 16 iterations of this process would bc

required

Column Four. Basically the same procLsq as

described above except that a tally ib homey

developed according to data contained in

Column 5, VCC Form I (Degree of Involvement) .
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Since an average is required for posting,

this necessitates one additional arithmetic

step: divide the sum of all tallies by the

number of occurances comprA...ing that sum.

Column Five. Again, the same requirements

as described for Column Three, except the

tally is developed for the number of students

currently enrolled in a particular course.

since a "total" is requested, no division

is necessary.

Column Six. Data for this column should be

available from data processing, Office of

Institutional Analysis, or the Registrar.

It is not available from VCC Form I. In

addition, a blank space has been purposely

loft for Form II users to indicate the

number of years or semesters that the data

in this column represents. This space has

been provided in the column heading;

previous years/semesters.

Column s.:Iven. Data for this column should

se avail,ble from the Otfice of institutional

Analysis. Again, space has been provided in

the column heading for indication of tm,

projection period; years or semesters and

the appropriate number.

Columnli. Form II users must tally the

data contained in Column Seven, VCC Form I



(Pro-Rata Share Per End-Product) using the

same process as described for Columns Three,

Four, and Five (VCC Form II). Again, an

average is desired so the division step

described for Column Four is also required.

Cumulatively, then, to this point one

horizontal line of data will reveal:

Course and section number, abbreviated

title, ar.d credit hour value by major area;

Year and semester in which the course

is taught and the number of faculty/staff

involved;

The average amount of time being devoted

to this course by the above faculty/staff

members;

Current Course loadings;

Previous and projected course demands;

and

'rho average salary of these staff/facult

mcmiik.rA currently teachinq a particular

cuuniu.

Column Nino. Thi:; is d threc-part column

which di3i.lays differta rest factors .1:.socia-

ced wiLh Lhe condn..t of .1 particular coiirs-.

Per Stud-nt; i c (ontaci Hour; and uth,r

Indirect ec;J:1, likon all courses co.lirising

o spricific lit,ijor area; ty1ie of course (lab,

lecture, etc.) ; year of instruction; Ut

4
77



degree (AS, AA) are arranged on Form II,

management can compare total cost factors.

Per Student. Divide Column Eight by

Column Five and this will equal the

relative cost per student enrolled in

a particular course.

Per Contact Hour. Multiply the credit

hour value (from Column One, by course)

times Column Five, the product being

credit (contact) hours produced. Next,

divide Column Eight by contact hours

and post the result.

Other Indirect Costs. These include

utilities, administrative overhe, space,

etc., but are exclusive of employe fringe

benefits which have previously been

accounted forevery activity, course, ur

program contributes to these kinds of

costs and therefore, should bear their

fair-share cf the burden. In theory, this

concept is admirable. However, practical

application thL. theory appears ex-

tremely sparse. This column is provided.

then, for th,)s rare 4.nllogos having slich

data and for th(,6L. c-,f;id-rrnq biuve in

that direct i(41.

Because of the iteration process necessary

to complege the scanni,:q, matching, tallying



and posting steps, it is highly recommended

that Form II be completed one (imaginary)

horizontal line at a time. That is, com-

pleting Columns Two, Three, Four, Five, Six,

Seven, Eight, and Nine for one course prior

to moving to another.

d. Valencia Community College Form III

This instrument is used for purposes of

consolidating Form I data when management or

administration has elected Option #2. In

essence, the Form serves two major uses: (See

Figure 4-5) .

As an interim vehicle for consolidating

Form I data that cuts across multiple programs.

The interview process may reveal certain

individuals that devote a percentage of their

time to four or more pr()gria: areas. In these

instances it might be highly advantageous to

perform an interim consolidation; and

As a final consolidation vehicle for

captured Form I data. The form is divided into

seven major columns of information, The con-

solidation process is as follows:

Column One. No entry is cpquired in ths

column. The pr-)(Jram ar( is aro tilos!,

by the State of Florida. It is re(!offtidcd

that the. users of this consoli(Lit,-

pruqrlms, rathi.r than hy .-olumn!;.



example: consolidate all Form I's according

to Program 1.0; completing Columns Two,

Three, Four, Five, Six, and Seven. Proceed,

then, to Program 3.0 and repeat this action.

Column Two. There are three sub-programs

that comprise the Instruction Program (1.0);

four for Community Service; seven for Academic

Support; five for Student Service: seven for

Institutional Support; and two for Independent

Operations. The source of data for posting

these sub-programs is VCC Form I. As

indicated, Form III serves to consolidate the

collected sub-program data into six major

program areas. In order to consolidate the

1.2 sub-program for instance, the user must

scan all Form I's looking for a "yes" indica-

tion in Column Two. When a "yes" response

is found, the user adds all entries in Column

Five (VCC Form I) and enters this sum un

scratch paper as the first entry of a tally.

All completed Form I's arm: scanned and

tallied in this manner. When the tally is

completed, it is summed and then divided by

the number of occurrences in the tally in

order to determine the average time lauing

devoted to a specific sub-program by th..!

interviewed individuals. The calculdtA,i

average is then entered on Form III,
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Column Two, on the line provided for the

particular sub-program.

All sub-programs are processed in the sane

manner. An entry is required for every

sub-program line, even though that entry may

be "NONE".

Column Three. Same process as above except

that the tally total is posted----no

division is necessary. (Source: Column

Three, Norm I) .

Column Four. Same comment as above. (Source

Column Four, Form I).

Column Five. This column has four-parts,

A, 13, C,,and D. A space has been provided

for MAPS's user:; to insert student, contact

hour, etc., in the column heading of parts

A and B. Again, the same process of scan,

tally, and post according to sub-program is

required for completing Part A. B becomes

the sum of Part A. However, because there

are basically two different target groups

for Form I data gatheringstaff and

faculty--there are different column sources

on Form J. Three examples should suffice:

(1) Faculty and staff. Depending upon

management's requirements, MAPS's user,

enter "per student", "per contact hour", or

"per end-products" in the space prolwided.
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Assume that this example, faculty and staff,

requires "per end-product" comparisons, the

source becomes Column Seven, Form I. In all

probability this should be the most common

source. (It would serve little purpose to

compare student hour costs with the costs of

some administrative action). The intent of

Form III is to permit management and

administrative evaluation as to the costs of

one program in relation to another. The

common link between staff and faculty, then,

is end-products produced: courses, reports,

services, etc.; (2) Facqlty. Three options

present themselves, per end-product, per

student, and per contact hour. Assume

management has directed per student costs be

consolidatedthe source for scanning, 1:ally-

ing, and posting action becomes Colum Eight

(A) Form I; and (3) Staff. Only one course

can he employed in this case--Column Seven,

Form I.

Part C requires tho MAPS' ::: user to ascirtain

from the Business nffice, if available, tho::(

indirect costs (utilities, space, etc., 10!;:;

fringe benefits) that art. ..hargeabli to

sub- procjrams. ;:ulmning, then, by su!-)-program

the total for the program should be entrred

in this column.



Pert D is the sum of varts B and C.

Column Six. The suL-program, within each

program area, that has the largest average

percent of time devoted to its and-products

becomes the sub-program priority. (Source:

Column Two, Form III).

Column Seven. Self- explanatory.

2) The Level "B" Assessment

The instrumentation for executing this assessment

procedure has been designed to reveal the degree to

which management, aeainistration, faculty, and staff

are in agreement. The focus is on the manner in

which the institution determines the work that should

be done, the adequacy of the organization pattern to

accomplish the work, the adequacy and processes for

financing the work, and what decisions are mad by

whom to complete the work.

As indicated by Figures 4-1 and 4-6, VCC Form IV

should be distributed to the targeted individuals

immediately after they have been exposed to the

recommended orientation session. The Form (se,.

Figure 4-7) is felt to be self-oxplanatory, howevei,

the orientation session provider: an excellent vrhicit

for clarification and most importantly, ensi.re.... thf.

target group that the assessment process is non-

threatening to them as individuals.

Two methods present themselves for collecting

this data: the individual identifies himsolf by



affixing his name, or the data is collected anony-

mously. If the latter method is selected, some

type of control code will be necessary to ensure a

100% return.

In addition, a cover letter should be attached

to each distributed Form IV that explains the

institutions purpose for collecting this data, how

the data will be used, and to whom and when the

form should be turned-1n. Also, a key should be

developed and explained in the cover letter that

will permit analysis by authority/experienced

levels. A suggested two-position key for all

faculty members might be as follows: F (denoting

faculty) followed by 1, 2, 3, or 4 (denoting

faculty rank). Thus, a professor would be coded

as: Fl. Staff members could likewise be

identified by a two-position key: A (for adminis-

tration) followed by a numerical scheme that placed

the individual at a particular organizational

hierarchy. For example, 0 might indicate the

president; 1 indicating vice-presidents and

assistants to the presidt!nt; 2 indicating cleans,

and on down the formal organizational chart.

There are two different categories of (tat-, and

for each a different type of worksheet has hci.t,

developed. Figure 4-6 identifies these as: Closed-

end questions, and Open-end questions. The

follrswing subsections (lesrrib tnc steps nec.ets,lry
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for recording each kind of data.

a. Worksheet #1 Closed-end Questions

Closed-end questions are those which have

multiple choice answers. This type of answer

is the easiest to record because it consists of

a finite number of possibilities and therefore

requires little, if any, interpretation. The

answers are to be recorded on Worksheet *1.

(See example in Figure 4-8).

Sten One. The returned questionnaires

should be sorted according to administrative

or faculty levels so that each level is

grouped separately. For example: All F1's

in one stack, all A2's in another, etc.

Step Two. Form a single stack of the

questionnaires in ascending order according

to faculty or administrative levels, such

as; AO on top, followed by Al second, and

so on down to the lowest levol.

St012 Three. C,Implilte the top of WorkL,t

entries required are self-explinatory.

Sten Four. from each r12:;;Hondent':.i

IV will ry be rntored one at a time. If

necessary an informal tally sheet may ixc

em:,loyud that per,lAts the tallying of melt

chc,ice s%;1,1-ns by the respondent's

approprtate administrative lrw(

Each (,f t!le pa,ts, (A, C, aft ' 10 cf!r.pti
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Form IV will be entered on user prepared

worksheets (fullowing the suggested format

described in Figure 4-8 ).

If for any reason a respondent has left a

question unanswered, enter the total unanswered,

in the column provided. If a respondent has

inadvertantly given more than one answer, do

not count his response for that particular ques-

tion. However, in the event he answered twice

but has included an cxplanation, try to determine

a best answer and include it on the worksheet.

When a respondent answers a question with "other"

this type of answer will be tallied and the sum

posted to Worksheet #1. In addition, all "other"

answers will be treated as open-end questions

and will require additional posting to Workshnet

02.

Sta Five. Once the user has completed the

top section (gvneral information) of Worksh--t

#1 and entered the designated coding n

Column Om! (such as: Fl, F2, F3, and F4

identify the rows) the matrix format is

complete. The 'olumns ark keyed to thy:

possible selections as6ociated with each

que3e.on, whett.As the rows are keyed to the

category and level of the individual maKinq

a particular ch .

Stov ix. Ent' r tr.o n imber of individutOs



selecting response a, b, co etc. MAPS's

users are cautioned to ensure that each

level of respondent is maintained

separately--great distortion would be pre-

sented if level Fl and F4 responses were

combined. After the actual number has been

posted to the appropriate intersection of

row and column, divide this number by the

total number of respondents, convert to a

percentage and post to the appropriate

column. Thus, each column will reflect the

actual number of individuals selecting a

particulq: response and the indication as

to percentage of the total respondents

that this number rcpres..nts. The "total"

row is self-explanatory.

b. Worksheet #2 Closed-End Questions

This se:tion describes procedures for

tabulating the data generated by open-end

questions, i.e., questions which are not multiplc_

choice and hence do net have a finite number of

possible answers. An example of an open-end

question would be, "What do you considev to be

your primary job?". This question could be

answered in An infinite number of ways dupendilof

solely upon the individual. Therefore it is

necessary to provide a flexil,le means of

recording this type of data. Figure 4-J



depicts a sample format for the guiding or user

prepared worksheets. The first step in using

the Worksheet #2 is to complete the top section.

As will be noted in Figure 4-9, the Worksheet is

divided into six columns.

Column One. Enter A, C, or D, depending

upon which part of Form IV is being posted.

Column Two. Question number is self-

explanatory.

Column Three. Enter the response that the

individual completing Form IV has recorded.

Rank order pertains to the number of times

a particular response was indicated by those

completing Form XV. The language need not

be identical--only the meaning.

Cohan....._ ,Four. The number of times a parti-
cular response was given.

Column Five. Self-explanatory (column four

dividtA by number of respondents).

Column Six. code indicating academic rank

or administrative position. It is

recommended that when a large number of

Form IV's ark! involved that the users ri!cot,1

according to lcvel (as with Worksheet #1) .

When a small number. of Form IV's are used

this column becomes optional.

3) The Level "C" Assessment

The instrumentation associited with Level "C"

88



has been designed to guide the data gathering efforts

of MAPS's users and enhance the application of

systems analysis. Figure 4-10 presents a generalized

process model for utilizing Forms V and VI.

The forms are employed to guide the interview

process and serve as the vehicles for capturing the

interviewee's answers to the indicated questions (Dat,

Items 1 through 14). The forms are intended to be

ap2lied to the various sub-systems (one at a time)

that comprise the college, such as: budgeting,

Amissions, registration, purchasing, travel, etc.

The end-result of this application will be a

graphical presentation of the actual, detailed manner

in which a particular sub-system is operating. The

forms, people, time-frames and actions can L'e dis-

played in a manner conducive to analysis.

Forms V and "1 serve as the source documents for

translating the answers to interview questions from

a written format to one utilizing the symbols of

systems analysis. Figure 4-11 reflects the recom-

mended symbols.

a. V,.lencia Community College, Form V

This form guidts the inquiry and recording

efforts for seven basic questions. However,

before it can be used management must previous'

identify which subsystem is to be investiqatd

The answers to the indicated questions arc

meaningful only in tFw context of a particular



sub-system, such as budgeting. Figure 4-12

depicts Form V in a slightly reduced manner as

its normal size is 81/4 x 14 inches. The ques-

tions (Data Items 1-7) are self-explanatory.

b. Valencia Community College, Form VI

Figure 4-13 depicts Form VI (and as was

indicated for Form V) in a reduced manner.

Again, the target for Form VI is one pre-

identified sub-system. Seven questions are

posed (Data Items 8-14) which are considered

to be self-explanatory.
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11W;IC UNVO:; OV WOW%
BEST COPY AVAILABLE

1. What do you cort:A61: to b,:,) your primary job?(If there is a secondary, please list it)

.1111..I
INI1=1

2. What target group(s) are you supportiAcj?
(show a P--for pri,Ttary, S-for szxond.:try)

a. student116 b. faculty

d. community c. staff

1101.1101111M110111R 140.0

3. What do you consider as the major needs for the indicatedprimary and/or secondary groups? (briefly, i.e.
courses,.reports, etc.)

(group) (needs)

AM*

alsosaMmaa,

MIN.

4. How is a determination of needs for each target group made?
a. formal invostivations b. informal invcstigation:i

c. recorarnendation:1 advisory committee
e. fish-bowl I:. lottery

g. obJervation aftd judg;,tent

5. Wh:tt part do you play in the firal r,c1cction of actionswhich will

a. wotk pLon b. ract!.0 rc!co7;:mondations

C. de.veltri) diroctive:i

Ficluto 4-7

d. nortrl

VCC IV, Part A

107



6. Wh,:it action:; aro you now to :inch on plan:; which will
allow you to v.oet thl;o needs?

BEST COPY AVAILABLE

(neWs)

(actions)

(needs)

G. em Is

11. Wm MO 1.

(actions)

(needs)

(actions)

.1 MI in mlmmim. .

7. What is the primary method by which you communicate
these actions to peer, coordinating, supervisory,
or management personnel?

a. formal work plans b. memos

c. staff meetings d. word-of-mouth

e. directives f. none

8. What administrative controls do you use to determine
the status of the actions taken on the needs?

a. progress reports b. Memos

C. special reports d. staff meetings

C. telephone calls f. none

9. When c=pleted, what pli.ir:)d do you use to cvtluate
the effcctiveness of th: itctic)ns taken?

a. survey b. questionnaire

c. critique d. s,?ecial report

e. s:v:inars f. _now.?

10. What LioL11,,d do you us:! to share dmong others the "lessons
learned" from the ev.iluation of the performance:;?

a. staff mecting

c. orientations

0. MC4MOS

ii. ja :),-,rvice training

d. ()-

C
A. Tl I.1

Pilrt A (Coatinior:)
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STPUCTOPn AL1GNMLrT
BEST COPY AVAILABLE

1. In considoration or. your primary job an tho work tob..! Cone, do you con:-cider that you now have the
assigned personnel to do the work reqnircd?

a. appropriate

c. more than appropriate

b. lens than appropriate

2. Considering only the work/needs for which you areresponsible, do you regard your organizational place-ment to be:

a. compatible h. dynfunctional

3. Of the seven functions attributed to higher education,
which one (s) do you feel most aptly serve as labelsfor duscribing your job? (see taxonomy of termsfor clarification of functions)

a. instruction b. organized research

c. public service d. acadevic support

student service f. institutionAl support

g. independent o1h

4. In view oil your daily .1.1:7:ks, do yol4 cons3.der your job
de;;cription and/or :.p-lcific,ALiors to by:

a. adequate b. rcquir4:s rovicw c. requires chang-
5. Pb you consid:r your inw)lver;,.int in th,, identificationof ne.2ded ;;or d th a..:voliont of ection to accollplishthis work to be:

a. ad.2cruatr.: b. desire
r)ir.volvmantem

1.001.....11+

C. 1C 35.1.1141.....

VCC Foam JV, 1.%t rt
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BEST COPY AVAILABLE

6. DJ yoti .Cunction whore: (circle tu beWt answer)
a. You are qivon coals and ceneral o!djective!.;, but yourtult wx;;; ana mcan:; to iraplc:,;.:nt theJe.

b. You are a part: of a large: c=;ilittc_tl which mu:3tdutermin go.Als and objectives and ruc=mend waysof implomE.ntation.

c. l'ou aro not consulLld in the plannimj but only
responsiLle ..:for the implentation (Lhe doing) .

d. You aro encouraged to de,lop go,41!; and objectivesand then help in developing way:i ana means of
inlaciosentation.

7. Consid,crinq your job and its ergo,nizati.laal placement,what is tha strongest source of inf1.uurlo(1 that youfeelalso the weakest? (S-strong, Wwl:ak)

a. Peer group b. Professional organizations

c. College policie3 d. Community c. Studedts
f. College groups

8. Also, what do you considtr the woq%ost of the following
(in

thm satisfaction of your rec,.,aiztld ntAi: .e.
factor:0

a. comunicationa b. assmantOm. ammo:ammo.
smileu...111MO

c. planning d. r.ol. cy dev;:lopment

e. or-,gram evaluation f. bu:-6otinj11

9. In ord-.1r to solve your prohlrL; gct ":wLion"
do yon: gyno,:ally 'flai it p.tort! cz:,!ctive to

a. follow th,a 0:1 cot..::ar.1elm
b. jump yo';.` bos8 itnl co hioh(:r

c. co directly to man, itt y,.}:;:; oidion, with the
2::ay

d. consult with y3t:r pear cfrou first.

C. co it alone awl hDprt for th:!

Part (conti;luatio:-)

.4' 1
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VINANCTNO WORK BEST COPY AVAILABLE

1. To what. degree arc you involved in the development ofth,! Valencia (!tunity College budget?

a. no input b. slightly involved c. develop
staffing level data for my work unit d. develop
capital expenditure data for my element

e. develop other input data f. finalizing actions
2. Do you feel the monies allocated to your work areaarc corinensurata with the desired level of work activitythat will permit the meeting of needs?

a. adequate b. less than adequate
3. Do you feel the budgetary process, as currently employed,lends itself to

a. fair competition for scarce resources

b. is basically fair; however requires modification
c. is unfair

4. Are you generally aware of "budgetary priorities"
a. before: the bud,jet is pr.::red

b. after your input has bean sub:A:Lod

c. after the bud .l has been approvi.d

d. never informvdearmomps11111..0

5. Referring to your provioui;ly identiric0. noods and workactivitiL.s, do ycNu vor.:;1;!.:r t1.0 proceL.:s to baweakeJt in itl ability to 1:_:vik!;! wi,h

a.
c. .Aipport

d. travel v. other

NE. ...ay..

VCs.: Fo..-n 11,.rt C'

,4*

111
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G. factor!; cause changes in your
frc:-.1 one fun:li cycle to anotLo2:?

a. internal politics b.

c. state legislature d.

C. substantive justifications

BEST COF'Y AVAILABLE

work areas budget

college priorities

size of organizational
elements

7. is thcre a system by which your work area keeps tracko5 mpenses and can relate these to achieved workactivities?

a. no, Business Office's responsibility

b. informal records, not directly related to workactivities

C. yos

8. To what degree do the needs and needs-related workactivities determine the dollar amount requested goryour work area?

a. no relationship b. slight impact

c. determining factors

Part C (Continu.ALion)
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BEST COPY AVAILABLE
DECIO'ION MAKING PWCrSS

1. no Ulu decivdons that you are called upon Lo make impttimol:ily on:

a. student.

C. faculty

b. shaft

d. ecimmutlity

2. Will you identify the major type of decisions that youare called upon to make within the above ciA,egorics?

-..=1.1.1111111MIER gi.17/...11 .1.1111111MMUM.111 =11,

3. What would you say that the making of these decisionsconsumes of your time

a. less than 10%IMMIIII106.11

b. greater than 10t but less than 25%

c. greater than 25% but less than 50S

d. greater than 5C%

4. Is the information or d.Lta utilized by you in the above
ducision(s) ,InJidvccil to Le

a. adequat:: b. osr; than :Idocluta c. tor then
--adc!quate

5. Fro what :;ounce or E;ourc:eL, do rw draw upon for tho
necessary infti.4);1?

1111.1111.111.1 agorasa...

term. -

...
1110.0

...........

VCC VoiTa IV, l'-rt ly
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BES COPY NUM6. What tile of information do you roquire from the above
:.ounce: ;?

a.
4tatistical (Historical) b.

stiatistical(Currefi:,c.
statistical

(Projectic,as) d.
descriptivee. other (please specify)

7. What fiequency of demand is imposed upon your sources
for this

information?

a. weekly b. monthly c.
semi-annuald. on demand

(approximate times per year
8. Would you categorize the majority of your decision-making as aiding

11=1111011100

a. budget process b. planning programc. management proqram d.
administrative programe.. policy making program f. assessment programg. evaluation program

9. In your opinion do you have the necessary authority toimp}. nett and exec-AA e.t dveitlions you w.ke sitithoUtsupiarordin.tte ov,d,.?
a. no b.

c. majority (751)
d. as a general

rule(50%) e. ntrely (25q

Part D (ContinuaLion)

.4. I
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BEST COPY AVAILABLE

Woikshet #2---Opcn-EW Questions

hU.ER UT RE:WONDENTS

CATEGORY OF RESPOIDENTS

PI EPARED BY

DATE PREPARED

anolaaa.....elaaaaaMENM

assaMlimbaMmawmaaLal

ENTER RESPONSES TO PART Al QUESTIONS 3, 6, AND 1; PART C,
QUESTION 5; AND PART D, QUEGTIONS 2, 5, Alb 6. PLEASE
FOLLOW INDICATED SEQUENCE.
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